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WORK SIMPLIFICATION
Kenneth Wolf*
Labor costs continue to increase and there is no
reason to believe that the trend will change. More
than ever before, users of manpower must find ways
and means to increase their labor force productivity.
Some research shows that labor, in general, is
about 70 percent productive. Most non-productivity
is caused by inefficient systems, procedures and
methods. Many satisfied workers, who are potentially
high producers, are hampered by outdated, awkward,
unneces ary, overly-sophisticated or useless proce-
dures related to their work.
Why should operations be studied?
• Objectives and goals of the organization may
have been revised. When this important action
i taken, the entire organization often needs to
be studied in detail.
• Policy changes usually will result in a need for
procedural changes.
• Trends in customer complaints and other prob-
lem indicators
• Any of the following items will trigger the need
for a follow-up study of results and effects:
ew equipment
ew or revised organizational unit or struc-
ture
New or revised layout
New product or service
Changed technology
Changed economic conditions
Who should do work simplification?
• Employees
The most significant improvements in
streamlining operations are accomplished by
the workers directly involved. However, they
must be encouraged and equipped to do the
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work simplification. Encouragement comes
when there is a general climate conducive to
progress in the organization, and a system of
rewards. Employees must learn the fundamen-
tals of flow process charting to adequately
analyze operations. Table 1 is a typical flow pro-
cess chart.
When employees conduct the study and ini-
tiate the simplification, the new method or pro-
cedure becomes their own. It is not viewed as
an externally-imposed action, so its effective-
ness is enhanced.
• Supervisors and other management personnel
Sometimes actions which begin at upper
levels of management have such broad implica-
tions that overall impact studies must be made.
It is then necessary to use experts in organiza-
tional and procedural analysis. These analysts
should involve affected workers in every possi-
ble way, and practice the highest human rela-
tions skills.
Performing work simplification
The basic procedure in work simplification is to
ask and answer a series of questions. Ask them in the
following order:
• Elimination is the first action to consider. Can
the entire job, process or task be eliminated?
What would happen to the overall organization
if employees stopped doing the job? This seems
drastic, but many organizations have discov-
ered tasks which contribute little or nothing to
its goals.
• When you have determined that the entire job,
process or task cannot be eliminated, attack its
parts. As you examine each part, consider it
first for elimination. If you cannot eliminate it,
then ask if that part or step can be combined
with others.
• When parts or steps of a job, process or task are
combined, the new combination often must be
rearranged. This rearrangement includes, but
is not limited to, layout, flow and manhour re-
quirements.
• The last question to ask is: Can the job, process
or task be simplified? This question is last be-
cause well-meaning personnel often spend
much time simplifying a job only to discover
that it could be eliminated.
For example, a supervisor spent several
hours successfully redesigning a form so it
would be easier to use. As he was preparing to
have it printed, he discovered there was no
longer a need for the action that the form was
designed to achieve.
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